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This paper generally dtscribes th€ ac^i^itiss and 
proctsses of a task force at WiHiao 3ainey Harper CoHega (Illinois) 
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suggestions of use to other cottsiuni-ty colltges vho slight unaertake a 
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task force I (6} recoiinenaations on internal organ lEatioii and on use 
of time a^ailahle for task Jorce operattoMi (7) ^Btabliahaent of 
coaaunications channels to insure facalty feedback; (8) Isauance of 
an interim report; anfl (9) foraallmtion of tasJc loica 
recoaoienaations in a Gonclii4ing report* Prcblea^ and bonefits 
assoclatea with fiach of the activities list^a axe fliscussaa* a 
bibliographyr a tenuia self-study raodel^ aaS a xabla listing possible 
flata elements to be considerea in de^elopiiig staffing projections are 
appenaea* (JDS) 
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IMTBODUCTORy STATEMENT 

W. Todd Furniss, undoubtedly one of the most informed 
professionals on the subject of acadernic tenure; has 
provided the following introductory atatement for the 
attached article. The authors feel this stateirient will 
be a good coinpliiiient to the manuscript and recomiriend 
its inclusion at tho beginning of the article. 

"Taking seriously the recoiniTiendations of thm 
Corranisision on Academic Tenure^ faculty and 
administrative leaders at William Rainey Harper 
College initiated a review of the college's 
tenure policies in relation to present needs 
and long-range projections and successfully 
recommended policy modifications to the Board 
of Trustees. The process they used is tha 
subject of this paper ^ in which the authors 
offer coiranunity colleges a helpful compendium 
of suggestions for preparing recomniendatlons 
that cope with the real world and have wide 
acceptance on campus. Tenure policies and 
related matters of appointment^ evaluation^ 
and advancement are too crucial to the quality 
and adaptability of a college's program to be 
left to chance or the pressures of the moment.'' 



Todd Furniss 



ACaDEMIC TENURE I A MODEL FOB SSLF-STUD^ 



by 

John Franklin White 
Calvin L, Stockmsii 
C. Patrick Lewis 



Academic tenure in American colleges and univer- 
sities is by no means a fresh topic^ but many institutions 
faced with the problems of staff retrencliinent and prograi?. 
reductions find themselves forced to take a hard look at 
all issues concerned* In the p^st year^ no system of 
academic employinent has been so quickly debated, and 
often challenged/ than that provision for employment 
guaranty that has one foot in the abstractions of academic 
freedom, and the other on the month-^end, practical world 
of continued employTnent expectation. 

During 1973-74, William Bainey Harper College, one 
of the most innovative and fastest growing conmunity 
collages in the country, set about to "study itself" on 
the acadeinic tenure issue, and to explora all posBible 
internal conditions in the development of recofrunendatiQns 
for the Harper College Board of Trustees 

^Haxpar Callege*s self-study drew heavily on the Kaast 
and Macy Hsport, i^e* Faculty I^enure , A R%port and 
Recommendations by the Commiasl on on Academic Tenure in 
Higher Eduaatlon, Killiam R. Keaat, John W* Maey^ 
San Franeisco^ 1973* 
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In accordajice with usual problem study procedures, 
a Task Force Conunittee of faculty and administrative 
representatives v/as appointed in the fall of 1973 « 
Harper's exparience in the exaniination of its current 
tenure program and the resultiiig changes and directions 
for the future serves as an effective coiiiiTiunity college 
model for institutional self ^eKamination of the academic 
or instructional sector. (Figure 1) 

Unlike many ^erican collegiate institutions, Harper 
has escapad the pinch of forced instructional staff 
reductions; its self-study reinforced internal perceptions 
that current national discussions on steady-state staffin g 
would not be totally applicable. Instead^ Harper found 
itself viewing a steady-state ascendancy condition, or 
a pattern of continued enrollment growth in an eight to 
ten year projection. Still, the urgency of the problem 
was felt by Harper officials^ and the charge to the Task 
foroe v^as to develop a steady -state model that would be 
salient to the collegers needs and projections, 

UNDERSTANDING THE STEM)Y-STATE CON CEPT 

Steady-State terininology and its application to higher 
education borrowe heavily from business and economic 
sectors. In briefs it deals with the recognition of 
long term policies, conditions^ and practices that pertain 
to faculty appointrnents or hiring, tenure or employment 

2 

fox a tho:rough discussion of several approaches to staff 
planniiig, see foda Furnisa, Staady-State Staffing in 
Tenure- Granting Institutions , American Council on Educations, 
Washington, 1973. 
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guarantees I and promotion or rank and retirement 
provisions* Such instjitutional efforts at self^ 
exainination in ternis of long range projections requires s 

1) A sensible aualysis of prior and prQvalent 
practices , 

2) A subsequent projection of the results of 
continuing currant policies. 

3) A group of projections involving alternatives. 
Harper *s Task Force felt a sense of collegial respon- 
sibility in studying the problem and realized that any 
discoverable solutions would be in the form of recom- 
mendations to the Board of Trustees, Nevertheless^ 

the prevailing v/inds of faculty discontent, not peculiar 
to any single Ajnerican college, necessitated several 
significant moves and assumptions. The authors offer 
them here in partial prescription for fellow college 
administrator a * 

1) The Harper Task Force had to establish a 
strong relationship with the college's 
Office of Planning and Research ^ This 
move succeeded in identifying a useful 
source of evidentiary inforniationr just 
as it broke ground for future use of a 
traditianally administrative support 
office by a faculty committee, 

2) Provision was made for external consultants 
that would promote discussion and produce 
tivity on the Task Force ^ and add currency 
to the merits of involving faculty in 
decision making processes* Since relatively 
few faculty bodies know little of the con-^ 
capt of tenure and its collective implications 
for college planning and operations and 
possejs a usually parsonal perspective, it 

is often necessary to provide SKternal 



Those eJiglble for tanure at Harper Collage are all 
faculty who pearform full-time teaching or its equivalent 
including Counselors, Coordinators, and Learning Resource 
personnel. 
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professional advice and information to the 
Task Force. Such a move assists in providing 
a maxiinum of new and current information to 
faculty groups which invariably are conmiittad 
to defending a "safe" and established status 
quo on tenure^ and who are often incipiently 
opposed to or closad to discussion of new or 
alternate options on tenure and staffing. 

3) EKtreme care should be given to the 

presentation of the staady^state staffing 
concept in a humanistic perspective. Faculty 
fears often run rampant in the face of a plan 
that carries a coldly corporate or unfeeling 
air—especially when faculty are asked to look 
at institutional planning and accountability 
in a way that is not normally afforded to the 
faculty. 

THE IMPORTANCE OF THE TASK FORCE CHARGE 

The charge given to any projected tenure review 
conmiittee or task force should not only clarify and 
limit the tasks of the collective memberships but 
provide for the investigative freedom necessary to 
develop needed data from various sources. At Harper, 
College, the charge, and subsequent activity of the 
Committee, aasumed an added educational direction-^- 
both for the Task Force and the Board of Trustees 
which received the final report. 

In view of Harper's productive eKperiences, we 
would propose that the charge or set of objectives 
should provide for the followingi 

1) A review of the policy of tenure---taoth 
at the home institution and in other 
conmiunity colleges* 

2) The recommendation of policies or guidaiines 
for a steady'-state staffing plan for 
individual instructional and service units, 
and total institutional coverage for a ten 
year period. 



7 



Moreover, the Harper eKperience underscores the need 
for an appropriate work-study time frame for the 
chairman, the total coitimittee inembership, and the 
recipient Board of Trustees. In addition, Harper's 
Task Force charge pr-ovided for the possibility of 
additional or secondary goals that did result from the 
variable study and discussion initiatives. Difficulties 
often arise if Task Force membership is unaware of 
broader institutional needs or projections. Such 
problems may be alleviated if adequate attention is 
given to informational or fact building and fact 
acquiring sessions . 

WHAT KIND OF CHAIRMAN 

Those colleges desiring to exaiiiine their own 
tenure status should take a hard look at the selection 
of the chairman for the proposed Task Force. The 
qualities needed include intarest^ experience, ability 
to lead discussion, deliberative capability, ability 
to prepare reports, ability to develop strengths or 
leadership capability among group members, and 
reliability in carrying out managerial assignments. 
At Harper College, a division chairinan was chosen to 
direct the Task Force on tenure, but whether adminis- 
trator or faculty member^ the particular Task Force 
chairman must be provided a certain amount of time 
away from regular duties in order to develop a system 
of effective time managemeinti Meetings must be called. 
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sessions must be reported^ and minutes and documents 
must be produced, 

I-IAKING GOOD USE OF SUB GROUPS 

Onca Harper's Task Force had been named and a 
chairman selected, the process of internal organization 
took place. An important first step was for the 
chairman to appoint an executive council due to the 
fact that broad faculty representation required a 
large conunittee (18 - 20 members) . 

The chairman^ in consultation with the executive 
council, then determined that several areas of study 
were necessary in order for the Committee to be able 
to discuss the full range of alternatives. 

Survey and study areas arranged included i 

1) Long-range projections of staff. 

2) A regional survey of other cormnuhity colleges, 

3) A survey of the Harper College faculty with 
regard to the issues. 

4) A development of a bibliography of reading 
materials available to the Committee. 

5) A consideration for outside resource 
personnel to assist the Committee in its 
deliberations . 

These eub-groups then proceeded to pull together 
the needed information and to package it appropriately 
for the entire Committee to review. The full Coranitteer 
of course, had the right to reject reports by these 
sub-groups and to challenge them to go further or re- 
study certain issues. Once a report was completed and 
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accepted, the discussion stage of the review procGSs 
becaine easier. 

WHA T CAN THE INSTITUTION PROVIDE 

The Harper experience indicated that various needs 
must be olarifiad and planned for in the work of the 
Task Force. A college^ for instance, must provide a 
suitable physical environment for the work of the 
Committee and its swb-units. Care in scheduling 
and planning for these activities will do much to 
keep the participants interested and involved in 
the discussion process , 

The Task Force should have access to administrative 
personnel who are able to develop and project the 
data elements required for discussion. An illustration, 
the ability to project enrollments and faculty size 
over a five to ten year period is most important if 
candid discussions are to occur regarding future 
staff configurations. At Harper, the Office of 
Institutional Planning was able to provide various 
statistical projections which saved many hours of 
coimnittee work and provided a basis for several ultimate 
recoimnendations (Figure II,). Such Task Forces should 
schedule at least one extended discussion period of 
two or three days. At Harperi the Committee once met 
for a two day period and coverage of many of the 
Committee members^ classes were arranged and supported 
by the academic administration. After all of the sub- 
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groups have complated the work of compiling and 
organizing the data, extended discussions are 
necessary to achieve closure on the crucial issues, 

HOW IMPORTANT IS TIME 

A Task Force on tenure review fast becomes a great 
respecter of time. At Harper College, the group con- 
stantly battled self-imposed deadlines in its desire 
to do an effective job. Interested colleges should 
provide goals for time frames that could be utilized 
for the overall Task Force activities. Keep in mind 
that once Task Forces are set up, there needs to be 
adequate time to gather, sift, discuss, and compile 
a wide range of information. Every effort should be 
made to provide time and resources for development 
of Questionnaires, printing, mailing, and the proces- 
sing of returns. Since tenure review involves a trip 
down an unfairiiliar road (and Harper College was not 
unlike other institutions in this respact) the need to 
research various areas of the field is also important 
and the Task Force should have time to consider the 
bibliography and available documents. 

In this sphere, our eKperience served to emphasize 
the value of Task Force activity as a means to faculty 
development or enrichment* If a critical or basically 
problematical phase of the operation developed, it was 
most noticeable in the time allotted for the process 
of negotiation and discussion. It is of obvious impor- 
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tance that adequate time be allo^-^ed for discussion 
and review, and for the reachirig of conSQnsus or 
general agreement on the various positions vaiced 
the Conunittee members* 

WHAT DOES THE FACULTY THINK? THE mpORTAWCE 
OF A FEEDBACg^fYSTEM ^ - - 

It is important that the general faculty heard 
either singly or from their go\^ernance body. At Harpt^. 
College, appointmeiits wre jnada to the overall Task Force 
on the basis of the various academic aivlsioris and 
support agencies within the college. Additionally, 
tenured and non-tenured people vere selected to 
represent those divergent segment^ of the faculty. 
Another consideration included the appointment of 
faculty who represented various tracks of the academic 
program, and this was in keeping with the demands of 
contemporary coiraTiunity colleges v^hlcli require f acuity 
repreBentation from transfer and career areas as well 
as support services. 

These various appoiatees should have the respon-- 
sibility to bring to the genaral Task Force the feelings 
of their particular constituents on the issues under 
discussion. Throughout, and especially during the 
suiranary stages of the Committee' i aeliberations; it Lb 
important that the various problems raised for discuision 
and consensus be known to the general faculty, and that 
they are pro^n\ded adequate opportunitv for feedback to 
their representatives. This was achieved through 

12 



di\fisiorial a^d staff riieetings at which time Tasjc Force 
rnaitibejs solicited the reactions of their c^ns tituenci^^ 
Bnphaais on ^he broadest possible input from JatfuLty 
cannot be undejcstated^ Such an effort may ^ell aLlai^ 
faGiilty fears on ^o timely and crucial an iasue, 

THE VALUE OF AN I3NTERXM REPORT 

Harper's eKparlence stressed the developinent of a 
first-^itag€ or in -terim report to the Board of Triistaes. 
A Task Forca aliarge that ijicludes a proviiion foj a 
prm2Lmii^ary report assists in dividing the basic 
initiatory and data collecting efforts from tl^e deliber- 
ative arid reporting responsibilities. The interim 
report gave visibility^ to Initial tasks ccmpi3ted---o£ten 
an mid. Li\ a (^ownuriity college conunittee eiivironm^nt 
W^liejre little pr^vioiiB "conmittee govemance eKperiana© 
i5 evidaxtr and where a dask Force charge often haa to 
Qcnterid mth the inertia o£ other community college 
ccranittees th.at are contantiouB^ adversarial, or 
negotiatiory in ch-aracte^* 

CONCIilJPIHG THM STtJDY 

Formalizing the recammendations is the majoi task 
left after th« interim report has been filed* This 
task iiivolved aKteiisive discussion and negotiation to 
reach xacoimiexidaticns that are acceptabla to the 
majority of ttia Cojnmittae. At this point, the E^eciitive 
Council sho\3ld plaj^ a significant role in formulatiaig 
draft raGOiraieridatiQns to he debated by the entire Task 
Force* rt ia asctremely^ difficult to develop the reconi- 



mendatians with the large Task Forces and again, the 
element of time placei a significant constraiiit on the 
Coiranittee, 

The final Committee report vae review^ed with the 
faculty in a special meeting before submission to the 
chief academiG offioex* The ptirpoee of the faculty 
review was to maintain the channels of oonimunication 
regarding prinGi^al elements of the study. Throughout 
the review process^ the Conmittee remained available to 
respond to questions from the faculty and admiaistration. 

The chief acadeniic officer then for^^ardad his recom^ 
mendations along with the report to the preeident who 
preaentad the infonnation with his recommendations to 
the Board of Trustees* The Board was able to review 
existing policy and modify appropriate areas to remain 
consistent with staff and program jprojections. 
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The Warper College Task Force made good usa of various 
printed reiourcas. Mr. Marshall Fisher, I,ibra.rian at 
Harper College and a mernber off the Task Perce, developed 
a working bibliography, part of which is included here, 

Byse, Clark. rENURE IN AMERICAN HrOHER EDUCATION, 
rthaca, N.Y., Cornell anivaisity, 1959. 

Cohen, Arthur. MEASURING PACUi:,TY PERPORMANCE, 
Washington, D.C, aAJC, 196 9. 

Commission on Acadeinio Tenure in Higher Education, 

FACUMY TENURE. Sail FranciSQo , jossey-Baas, 1973. 

FACULry POWER. Ann Arbor, rnstitute of Contirming 
Legal Education, 1972. 

Purniss, Warren Todd. STBADY-STATE STAFFING IN TENURE- 
GKANTING INSriTUTlOFS . Washington, D.C, American 
Council on Education, 1973 . 

Hartnett, Rodney T. ACCOUUrABlLITY IN HIGHEE EDUCATIOK. 
Princeton, N.Y., Collegre Entrance EKamtnation 
Board, 1971. 

Miller, Richard I. BVALUATING PACULTY' PERJPOMmmE. 
San Francisco, Jossey-Bass, 1972, 

Parle, Voung. JUNIOR COLLEGE FACULTY. Washington , D. C. . 
-AAJC, 1971. 

Roueehe, John E. ACCOUNrABIXia'Y AND ME COMWUiJITY 
COLLEGE, Washington, D.C., AAJC, 19 71, 

Smith, Bardell h, TENURE DEBATE. San Francisco, 
Jos sey -Bass, 1973. 



Periodical Artie lea 

Bauer, R.D. "SECURITY VERSUS FREEDOlds SOME FACULTY 

VIEWS ON THE TENURl PROCESS. " Ihi Delta Kappan, 
54 (October, 1972) p. 124-7. — — 

Brewester, K. "ON TENURE". AAUP Bulletin, 58 
(Deceinber, 1972) p. 27 9-80," — 

Brown, Joan G, "TENURE AKD THE TEACHER." The Clear inc 
Ho\ise , Feb., 1971. p. 355-360, — _ — 

"DUE PROCESS AND TENURE IN IIJST3TUTIONS OF HIGHER 

EDUCATION." Today's Education, 62 C February, 197 3) 
p. 60-2. — — _ 

"ELIMINATION OF FACULTY TENURE." Intellect, 101 
(Warch, 1973) p. 346. " 



ERIC 



15 



Jackson, P. "TENURE AND TEACHER EfPECTIVENESS . " 
AGB Reports y 1970, ti , p. 3-7. 

Keck, D.J, "TENURE: WHO NEEDS IT??" Phi Delta Kappan, 
(October, 1972) p. 124-7. 

Mann, W.R. "IS THE TENURE CONTROVESSy A RED HERRING?" 
Journal of Higher Educatio n,. 44 (February, 1973) 
p. 8f-94. ^ 

Utah. "REPORT OP THE UNIVERSITY OP TJTAH COMMISSION TO 
STUDY TENURE." AAUP Bulletin , (September, 1971) 
p. 421-432. 

Vaccaro, L, "THE TENUKE CONTROVERSY^ SOME POSSIBLE 
ALTERNATIVES." Journal pi Higher Educatj.on , 
January, 1972, 43. p. 35-43. 

Van Alstyne, William. "TENUREi A SUMMARY, EXPLANATION 
AND DEFENSE." AAUP Bulletin , Septenibar, 1971, 
p. 328-333. 



IS 



A Tenure $elf«^tuc|y Model 




Institutional 
Support 



Data Projectons 



Facilities 



Provide release 
time 



Dupi^cation 
services 



Task Force 
on Tenure 



Faculty 



Boararon . 
trustees & 

President 

' ■ ■ - 






Chief 

Acade 

Officer 

s 


mic 

, — 1 



Task Force 
Sub - Groups 



Long range 
Staff projection 



Regional survey of 
Tenure practices 



Faculty survey on 
Tenure views 



Development of 
bibltography 



Use of external 
resource people 



17 



r 



Possible data eleiaerits 
to be projected 

A 



n 

H 
CP 

ft 











1 

Hi 


t 


0 




Hi 


1 


a 








N 










n 


□ 


rr 








c 








N 








a 








CD 




































H 


H 














i 










(D 

s 






ft 








w 









p 0} 

^ ft 



o 










W 


t3 




m 


1 




i 








c 


ft 


L i. 










ft 






1 










H 






n3 








H 






0 






n 




(D 


n 


0 
















H 




m 




H 


n 


H- 


fD 










ft 


H 


rt 


& 


S 




w 




*< 


(0 






0 




iQ 








^ 


rf 














H3 


1 










ft 


W 




H 




ft 










a 


m 














H 


rf 
C 






M 
1 




w 




o 

M 


N 






N 








M 


3 




















Q 


a 








1 


b 


0 


C 
















M 
ft 


w 











^ n 

i [ 

H ^ 
• & 

H ^ 

H CP 

HI 

rf 

c m 



9 a 

«t H 

ft a 

LOS ANGELES § ^ 

m 0 



UNIVERSITY OF CALIF. 



OCT 2 2 1976 

CltARifWHOUSE FOR 
IIQR COLLEGES 



N O 

a fD 

Oi ft 
H- fD 

< a 

c a 
m 0) 



\ 

1*^ 



IM 

169 
1^ 



ERJC 



18 



